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December 308 1986 

NASA MANAGEMENT STUDY GROUP 

Dr. James C. F l e t c h e r  
A d m i n i s t r a t o r  
N a t i o n a l  Aeronau t i c s  and 

Space A d m i n i s t r a t i o n  
Washington, D-C. 20546 

Dear J i m :  

I a m  p l e a s e d  t o  submi t  herewi th  a summary report of t h e  
r e c o r n e n d a t i o n s  of the NASA Management Study Group (NMSG). This 
comple tes  my action on your s e v e r a l  ass ignments  to me t o  assess 
t h e  management p r a c t i c e s  and o r g a n i z a t i o n  of NASA and to  
recommend changes t o  .improve e f f e c t i v e n e s s .  

As you know, I and other m e m b e r s  of t h e  NMSG have r e p o r t e d  

Our f i n a l  report  was presen ted  in the 

o u r  f i n d i n g s  and recommendations t o  you and o t h e r  senior 
e x e c u t i v e s  a t  NASA i n  oral b r i e f i n g s  on several occas ions  du r ing  
t h e  course of t h e  study. 
oral b r i e f i n g  t o  you and Deputy Admin i s t r a to r  Dale Myers on 
December 16, 1986. 

I wish  t o  acknowledge wi th  thanks  the o u t s t a n d i n g  suppor t  I 
have r e c e i v e d  from t h e  able and exper ienced  members of the NMSG 
and f r o m  t h e  d i s t i n g u i s h e d  members of t he  Advisory Panel  of the 
N a t i o n a l  Academy of P u b l i c  Admin i s t r a t ion  (NAPA). 

We have also been most f o r t u n a t e  i n  having the whole-hearted 
c o o p e r a t i o n  of NASA off ic ia ls  i n  a l l  offices and c e n t e r s  who have 
p rov ided  de ta i led  in fo rma t ion  and f r a n k l y  d i s c u s s e d  with us their 
views on t h e  c h a l l e n g e s  faced  by' t h e  management of NASA. F i n a l l y  
l e t  m e  acknowledge t h e  able s ta f f  a s s i s t a n c e  provided by NAPA 
which greatly f a c i l i t a t e d  our work. 

1 - .- 

It  is my hope t h a t  you and NASA will f i n d  o u r  recommenda- 
tions h e l p f u l  i n  s e t t i n g  t h e  cour se  for f u t u r e  management of t h e  
Agency. 

Sincerely yours 

cc: M r .  Ray Kline 
P r e s i d e n t ,  NAPA 
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SUMMARY REPORT OF TfIE NASA MANAGEMENT STUDY GROUP RECOI-QENDATIO~?~  

December 30, 1986 

I INTRODUCTION . 
The NASA Management S tudy  Group (NMSG) was e s t a b l i s h e d  under 

the  z u s p i c e s  of the  N a t i o n a l  Aczdemy of P u b l i c  Adminis t ra t ion  a t  
t h e  r e q u e s t  of  t h e  Admin i s t r a to r  of NASA t o  a s s e s s  N A S A ' s .  
Management p r a c t i c e s  and t o  e v a l u a t e  the  e f f e c t i v e n e s s  of t he  
N A S A  o r g a n i z a t i o n .  The NMSG addressed first t h e  o r g a n i z a t i o n  and 
management of t he  space  s t a t i o n  program, t hen  t h e  r e s t r u c t u r i n g  
of the  space  s h u t t l e  program, and f i n a l l y  NASA's o v e r a l l  
o r g a n i z z t i o n  and manzgement. 

Recommendations o f  t he  NMSG on the  space  s t a t i o n  program 
were made i n  t h e  form of o r a l  b r i e f i n g s  t o  t h e  Adminis t ra tor  and 
other  o f f i c i a l s  of NASA on June 26, 1986, and have subsequent ly  
been l a r g e l y  implemented. .- With respect t o  t h e  space s h u t t l e  
progrzm the NMSG c o n t r i b u t e d  t o  and reviewed the s t u d y  l ed  by 
Astronaut '  Robert  Crippen and p a r t i c i p a t e d  in the  d i s c u s s i o n s  tha t  
l e d  t o  t h e  A d m i n i s t r a t o r ' s  d e c i s i o n s  announced on November 5, 
1986, with which the NMSG has concurred. 

This  r e p o r t  summarizes the conc lus ions  and recommendations 
of the  N M S G  on t h e  o v e r a l l  management and o r g a n i z a t i o n  of NASA. 

d i s c u s s e d  on s e v e r a l  o c c a s i o n s  during the  cour se  of t h e  s tudy  i n  
o r a l  b r i e f i n g s  t o  t h e  Admin i s t r a to r  and t o  t h e  Advisory Pane l  of 
t h e  N a t i o n a l  Academy of P u b l i c  Adminis t ra t ion .  A p r e s e n t a t i o n  
w a s  made t o  t he  e n t i r e  team of NASA t o p  headquar t e r s  o f f i c i a l s  
and center  d i r e c t o r s  a t  an all day meeting on November 25, 
1986. A f i n a l  r e p o r t ,  i n  t h e  f o r m  of  a r e v i s e d  oral b r i e f i n g  
t a k i n g  account  of t h e  comments o f  t he  Advisory Pznel  and t h e  NASA 
o f f i c i a l s  a f t e r  t h e  Novenber 25 meeting, was p resen ted  t o  t he  
A d m i n i s t r a t o r  and Deputy Adminis t ra tor  on December 16 ,  1986. 

- 

- Detailed f i n d i n g s  and  d r a f t  recommendations were p resen ted  and - 



11 GENERAL OBSERVATIONS 

The NMSG s t u d y  h z s  concent ra ted  on i d e n t i f y i n g  issues i n  
need o f  spec ia l  a t t e n t i o n  by NASA management a t  t h i s  time. 
r e s u l t ,  our recommendations focus on areas where changes o r  
improvement may be requ i r ed .  

As a 

* - 
We must emphasize, a t  t h e  o u t s e t ,  t h e r e f o r e ,  t h a t  a 

p r i n c i p a l  f i n d i n g  o f  our s tudy  is t h a t  NASA is fundamentally a 
sound i n s t i t u t i o n ,  w i th  many ou t s t and ing  people  w i t h  s t r o n g  
d e d i c a t i o n  t o  t h e  s u c c e s s  of NASA and i t s  progrzms. We a l s o  
r e c o g n i z e  t h a t  many p o s i t i v e  s t e p s  have been t aken  i n  r e c e n t  
months t o  s t r e n g t h e n  the  o rgan iza t ion ,  management, and p r a c t i c e s  
of NASA, and t h a t  some NMSG recommendations were adopted d u r i n g  
t h e  c o u r s e  of ou r  s tudy.  The conc lus ions  and recommendations set  
f o r t h  below shou ld  be viewed i n  t h i s  contex t .  

The NMSG r e c o g n i z e s  t h a t  NASA m2nagement is cond i t ioned  t o  a 
s i g n i f i c a n t  degree'  by f a c t o r s  i n  t h e  e x t e r n a l  environment over  
which NASA h a s  o n l y - l i m i t e d  c o n t r o l .  NASA mus t  conform t o  
A d m i n i s t r a t i o n  p o l  i c i e  s , budgetary res tr  i c t ions ,  Congress i o n a l  
guidance,  and t h e  i n c r e a s i n g l y  complex web of l ega l  and 
r e g u l a t o r y  c o n s t r a i n t s  E f f e c t i n g  procurement,  personnel ,  and 
o t h e r  areas. A s  a r e s u l t  of  t h e  Chal lenger  a c c i d e n t ,  NASA fzces 
i n c r e a s e d  c r i t i c a l  s c r u t i n y  by Congress and the  media, a long  
h i a t u s  i n  space f l i g h t s ,  and some u n r e a l i s t i c  p u b l i c  e x p e c t a t i o n s  _ _  

program have t h e  P r e s i d e n t  l s personal i n t e r e s t  and suppor t ,  and 
there  is, we b e l i e v e ,  s t r o n g  p u b l i c  2nd Congress iona l  suppor t  2s 
well. 

- 
.- of r i sk- f ree  s p a c e  f l i g h t .  On t h e  other  hand, NASA and its - 

I n  t h i s  s i t u a t i o n ,  NASA h a s t h e  c h a l l e n g e  of coping w i t h  i t s  
external environment and managing i t s  a f f a i r s  i n  a way t h a t  e a r n s  
t h e  respect  and con t inued  suppor t  of t h e  Admin i s t r a t ion ,  
Congress,  and t h e  p u b l i c .  To r e e s t a b l i s h  N A S A ' s  l e a d e r s h i p  



I 
1 e s s e n t i a l  as t e c h n i c a l  excellence. Our recommendations are I 

p o s i t i o n  i n  space  and a e r o n a u t i c s ,  management e x c e l l e n c e  is as 

in t ended  as s u g g e s t i o n s  t o  h e l p  NASA a c h i e v e  t h e  l e v e l  of 
e x c e l l e n c e  it must have. 

.) 

111. PRINCIPAL RECOMMENDATIONS 

The p r i n c i p a l  recommendations of t h e  NMSG c a n  be summarized 
as fo l lows:  

I ,  E s t a b l i s h  s t r o n g  h e a d q u a r t e r s  program d i r e c t i o n  f o r  each 
major  N A S A  program, wi th  clear assignment of r e s p o n s i b i l i t i e s  
t o  t h e  NASA c e n t e r s  involved,  

2, Improve the  d i s c i p l i n e  and respons iveness  t o  problems of t h e  
program management system, 

- . 4 - _  
3, P l a c e  s h u t t i e  and space. s t a t i o n  .programs under  a s i n g l e  

A s s o c i a t e  Admin i s t r a to r  when t h e  Administrator is szt isf ied 
t h a t  r ecove ry  of t h e  s h u t t l e  w i l l  n o t  thereby be compromised, 

4. I n c r e a s e  management emphasis on space  f l i g h t  opera t ions .  

5. P l a c e  s p e c i a l  management emphasis on e s t a b l i s h i n g  NASA world- 
class l e a d e r s h i p  in advanced technology i n  selected areas of. : - 
b o t h  s p a c e  and a e r o n a u t i c a l  technology. - 

6. E s t a b l i s h  a formal  p lanning  p rocess  w i t h i n  N A S A  t o  enunc ia t e  
long-range g o a l s  2nd l a y  out program, i n s t i t u t i o n a l ,  and 
f i n a n c i a l  p l a n s  f o r  meeting them. 

7. S t r e n g t h e n  agency-wide l e a d e r s h i p  i n  deve loping  2nd managing 
peop le ,  f a c i l i t i e s ,  equipment, and o t h e r  i n s t i t u t i o n a l  
r e s o u r c e s .  



Improve management of NASA’s e x t e r n a l  r e l a t i o n s .  

S t r e n g t h e n  t h e  Office of t h e  Adminis t ra tor  2nd ease t h e  
workload of t he  Admin i s t r a to r  and Deputy Adminis t ra tor .  

. 
These  and o t h e r  NMSG recommendations are d i scussed  b r i e f l y  

t h e  f o l l o w i n g  s e c t i o n s  for each of t h e  areas covered by the  
I 

I NMSG study.  

IV. PROGRAM MANAGEMENT 

E f f e c t i v e  management of its technical program is NASA’s 
c e n t r a l  t a s k .  F i v e  of t h e  p r i n c i p a l  NMSG recommendations and 
many s u b s i d i a r y  recommendations are i n  t h i s  area.  

1, Es tab l i sh  strong; h e a d q u a r t e r s  proffram d i r e c t i o n  f o r  each 
major NASA wokram, w i t h  clear zssignment of r e s p o n s i b i l i t i e s  
t o  t h e  N A S A  c e n t e r  involved,  - .  I 

a. Large  mul t i - cen te r  s p a c e f l i g h t  programs shou ld  be managed 
by a s t r o n g  program d i r e c t o r  a t  headquar t e r s  suppor ted  by 
a competent program o f f i c e  i n  t h e  Wzshington area .  The 
f u n c t i o n s  of t h e  headquar t e r s  program o f f i c e  should  
i n c l u d e  systems eng inee r ing  (a  suppor t  c o n t r a c t o r  may be 
needed) ; program planning  and c o n t r o l ;  management of 
o p e r a t i o n s  and i n t e r f a c e s  with users; s a f e t y ,  r e l i -  
a b i l i t y ,  and q u a l i t y  assurance ;  and o t h e r  f u n c t i o n s  as 
a p p r o p r i a t e .  Program managers a t  each c e n t e r  should have 

\ - - - 

c l e a r l y  de f ined  r e s p o n s i b i l i t i e s  and a c c o u n t a b i l i t y  t o  
t h e  h e a d q u a r t e r s  program d i r e c t o r .  The NMSG has 
concur red  i n  t h e  a c t i o n s  now being  t a k e n  t o  s t r u c t u r e  the 
s h u t t l e  znd space  s t a t i o n  programs i n  t h i s  way. The NMSG 
a l s o  b e l i e v e s  t h a t  t h e  Technical Management Informat ion  
System (TMIS)  proposed f o r  t h e  space s t z t i o n  program 
shou ld  be i n i t i a t e d  b u t  s h o u l d  be s u b j e c t  t o  p e r i o d i c .  



.. - - 
rev iew by non-advocates and o u t s i d e  e x p e r t s  t o  ensure 
t h a t  t h e  expected u t i l i t y  is be ing  achieved-  

S i n g l e  c e n t e r  s p a c e f l i g h t  progrzms or p r o j e c t s  should 
also have a program d i r e c t o r  a t  h e a d q u a r t e r s  with t h e  
o v e r a l l  program c o n t r o l  f u n c t i o n s  of es t ab l i sh i ig  
r equ i r emen t s ,  reviewing p rogres s ,  and approving changes 
as necessary .  A c e n t r a l  program c o n t r o l  s taff  a t  the  
Program AA l e v e l  could suppor t  t h e  d i rec tors  of s e v e r a l  
smaller programs- The program or p r o j e c t  manager at  t h e  
center should  be r e s p o n s i b l e  for p lann ing  and imple- 
ment ing t h e  program ( Inc lud ing  systems eng inee r ing ) ,  f o r  
keeping. t he  program director regulark'y informed of s t a t u s  
and problems, and f o r  r eques t ing  h i s  approva l  of major 
changes t h a t  may be necessary.  

b. 
- 

C .  

d. 

e. 

NASA shou ld  avo id  o rgan iz ing  major  programs so t h a t  large 
t a s k s  are -a s s igned  :to more than'  one c e n t e r  u n l e s s  
t e c h n i c a l  demands or t h e  s c a l e  of the  program c l e a r l y  
k e q u i r e  s u b s t a n t i a l  c o n t r i b u t i o n s  from more t h a n  one 
c e n t e r .  

A h i g h l y  q u a l i f i e d  independent o f f i c e  of safety,  
r e l i a b i l i t y ,  'and q u a l i t y  a s su rance  is an e s s e n t i a l  

programs- The .NMSG has reviewed t h e  g o a l s ,  o r g a n i z a t i o n ,  -- 
p r i o r i t i e s ,  and g e n e r a l  p l a n s  of t h e  new o f f i c e  r e c e n t l y  
e s t a b l i s h e d  i n  NASA and a g r e e s  wi th  t h e  a c t i o n s  a l r e a d y  
t a k e n  and now planned. s 

r equ i r emen t  for a s s u r i n g  s a f e t y  and s u c c e s s  i n  NASA - - - 

NASA h e a d q u z r t e r s  and each c e n t e r  should assess the i r  
procurement  p r a c t i c e s  t o  seek t o  minimize t h e  long lead 
times i n  p l a c i n g  c o n t r a c t s  2nd t o  izssure t h z t  p roper  
emphzs is  is  p l a c e d  on c o n t r e c t  s t r u c t u r e ,  c o n t r a c t o r  
s e l e c t i o n ,  and c o n t r a c t  a d m i n i s t r a t i o n .  



I . '  

2. 

3. 

Improve t h e  d i s c i p l i n e  and respons iveness  of t h e  program 
mana Remen t system. 

a. R e i n s t i t u t e  t h e  former system of Program Approval 
Documents (PADS) as t h e  basic agreement between t h e  
A d m i n i s t r a t o r  and t h e  Program Associate Adminis t ra tor  
r e s p o n s i b l e  f o r  t h e  program. The PAD should c o n t a i n  t h e  
o f f i c i a l  s t a t e m e n t  o f  t h e  program o b j e c t i v e s  a n d  scope, 

' how t h e  program is t o  be performed, t h e  r e s p o n s i b i l i t i e s  
of the  p a r t i c i p a t i n g  o r g a n i z a t i a n s ,  the t o t a l  r e s o u r c e s  
r e q u i r e d  ( d o l l a r s ,  people ,  f a c i l i t i e s  and support  from 
o the r  o r g a n i z a t i o n s ) ,  and. cos t  and schedule  b a s e l i n e s  
against which p r o g r e s s  can be mezsured. Progrvn c o n t r o l  
documents a t  s u c c e s s i v e  lower l e v e l s  of management should 
be i n t e g r a t e d  i n t o  a system c o n s i s t e n t  w i t h  and support-  
i n g  t h e  PADS. 

- L  

b. R e v i t z l i z e  regular status reviews a t  each success ive  
l e v e l  of management a t  which p r o g r e s s  is  measured a g a i n s t  
the  approved b a s e l i n e s ,  c u r r e n t  and p o t e n t i a l  problems 
a re  f u l l y  d i s c u s s e d  and a c t i o n s  ass igned .  The Adminis- 
t r a t o r  or Deputy Adminis t ra tor  should conduct p e r i o d i c  
r ev iews  of  a l l  major NASA programs. 

- - - - . c. S t r e n g t h e n  t h e  agency's independent c o s t  e s t i m a t i n g  and 
progrzm assessment  c a p a b i l i t i e s  a t  headquar t e r s  and a t  
t h e  c e n t e r s .  

P l a c e  s h u t t l e  and space s t a t i o n  orograms under  a s i n g l e  
A s s o c i a t e  Admin i s t r a to r  when the  Admin i s t r a to r  is s a t i s f i e d  
t h a t  recovery  o f  t h e  s h u t t l e  will n o t  thereby  be cormromised. 
Although now i n  ve ry  d i f f e r e n t  s t a g e s  o f  development, t h e  
s h u t t l e  and space  s t a t i o n  progrvns a r e  h i g h l y  in te rdependent .  
Management of t h e  two programs should be u n i f i e d  t o  e n s u r e  
p r o p e r  a t t e n t i o n  t o  c o m p a t i b i l i t y  of space  s t a t i o n  des ign  and 
oDera t iona1  Dlanninn w i t h  t h e  s h u t t l e  and its CzDabi l i t i eS .  



. .  . 

o p e r a t i o n a l  a v a i l a b i l i t y ,  and requirements  for l o g i s t i c  
suppor t .  Nevertheless, t h e  programs should  n o t  be combined 
u n t i l  it is clear t h a t  t he  NASA's t o p  p r i o r i t y  t a s k  of 
r e t u r n i n g  t h e  s h u t t l e  t o  f l i g h t  s t a t u s  w i l l  n o t  t he reby  be 

a d v e r s e l y  affected, U n t i l  the  programs we combined-under 
one AA,  t he  o f f i c e s  o f  Space S t a t i o n  and Space F l i g h t  should 
j o i n t l y  p r e p a r e  p l a n s  f o r  t h e  Admin i s t r a to r ' s  approval  which 
c l e a r l y  d e f i n e  their  r e s p  ons i b i li t ies and r e l a t i o n s h i p s ,  

4 , I n c r e z s e  management emphzsis on s o a c e f l i g h t  ope ra t ions ,  NASA 
must a c c e p t  t h a t  it w i l l  be r e s p o n s i b l e  for s p a c e f l i g h t  
o p e r a t i o n s  f o r  t he  f o r e s e a b l e  f u t u r e  - s h u t t l e ,  space 
s t a t i o n ,  man-tended and f r e e - f l y i n g  s p a c e c r a f t ,  deep space  
p robes ,  etc,  The p r e s e n t  s t r u c t u r e  of' o r g a n i z a t i o n  and 
management does  n o t  a s s u r e  'adequate a t t e n t  i on  t o  o p e r a t i o n s  
r equ i r emen t s  in system des ign  o r  i n  the  p lann ing  and conduct 
of o p e r a t i o n s  -and 1 o g i s t i . c  suppor t  in t h e  era of f r equen t  
s h u t t l e  f l i g h t s  and long-term o p e r a t i o n  of  t h e  space 
s ta tLon.  A bet te r  d e l i n e a t i o n  between development and 
o p e r a t i o n s  a c t i v i t i e s  is needed even b e f o r e  the  s h u t t l e  o r  
space  s t a t i o n  become o p e r a t i o n a l .  It is a l s o  important tha t  
s t e p s  be t aken  t o  accommodate users more e f f i c i e n t l y  wi thout  
compromising safety.  A t  the  same time, t h e  shu t t l e  recovery  
program must n o t  be p laced  a t  r i s k ,  The re fo re ,  NASA should: 

a, S t r e n g t h e n  management of o p e r a t i o n s  in t h e  space s h u t t l e  

- - 
.- 
z 

program a t  h e a d q u a r t e r s  a n d  t h e  NASA c e n t e r s .  
do t h i s  are now underway. 

S t eps  t o  

b. Ensure r e spons iveness  t o  o p e r a t i o n a l  and user requi re - .  
ments i n  t h e  des ign  2nd deve lopmen t  o f  t h e  space 
s t a t i o n .  The Offices of Space S t a t i o n  (OSS), Space 
Science and A p p l i c a t i o n s ,  and Aeronau t i c s  a n d  Space 
Technology should  j o i n t l y  prepare p l z n s  f o r  t h e  
A d m i n i s t r a t o r ' s  approval  which c lear ly  d e f i n e  t h e i r  . 

r e s p o n s i b i l i t i e s  and r e l a t i o n s h i p s .  OSS should ensure  - 



t h a t  its o r g z n i z a t i o n  znd procedures  provide  adequate  
l i n k a g e s  w i t h  all major user c o n s t i t u e n c i e s .  

c. E s t a b l i s h  a new Associate Adminis t ra tor  fo r sOpera t ions  t o  
deve lop  a comprehensive p l a n  f o r  managing NASA space- 
f l i g h t  o p e r a t i o n s ,  t o  be implemented when s h u t t i e  
r ecove ry  is complete. Initial p r i o r i t y  shou ld  be g iven  
t o  p l a n n i n g  for the  f u t u r e  management of mznned, man- 
t e n d e d ,  and related ope ra t ions .  The p r e s e n t  Offices of 
Space  Tracking  znd  Dzta Systems should  become a d i v i s l o n  
i n  t h e  new Office of S p a c e f l i g h t  Operat ions.  The NMSG 
ant ic ipates  t h a t  a t  some p o i n t  i n  t h e  f u t u r e ,  t h e  Kennedy. 
Space Center would a lso be placed under the Office of 
Spaceflight Operat ions.  

. 

P l a c e  s p e c i a l  mtnagement emphasis on e s t a b l i s h f n g  NASA world- 
class l e a d e r s h i p  i n  advanced technology in s e l e c t e d  arezs of 

- 

- b o t h  s p a c e  and a e r o n a u t i c a l  technology. The NMSG b e l i e v e s  
t h a t  N A S A ' s  e f f o r t s  t o  develop advanced t e c h n o l o g i e s  beyond 
t h e  r e q u i r e m e n t s  o f  c u r r e n t  s p a c e f l i g h t  progrzms, on which 
t h e  U.S. f u t u r e  i n  space  and a e r o n a u t i c s  w i l l  depend, need 
more emphasis and a clearer sense  of d i r e c t i o n .  
S p e c i f i c a l l y  , NASA should: 

. a. S t r e n g t h e n  c a p a b i l i t i e s  for  advanced r e s e a r c h  and 
t echno logy  development a t  a l l  NASA c e n t e r s .  

b. L i m i t  s p a c e f l i g h t  program management a c t i v i t i e s  a t  NASA 

OAST research c e n t e r s .  
f o c u s  on advznced research and technology. 

This should  . pe rmi t  a s t r o n g e r  

c. Seek t o  e s t a b l i s h  s t r o n g e r  l i n k a g e s  between t h e  NASA 
research c e n t e r s  and i n d u s t r y  i n  space  technology,  
comparzble t o  t h o s e  t h a t  now ex i s t  in a e r o n a u t i c s .  

e 



p r o g r e s s  

V. PLANNING 

6. E s t a b l i s h  a formal p lanning  Process  wi th in  NASA t o  enunc ia t e  
long-range goals znd l a y  out  prozram, i n s t i t u t i o n a l ,  and 
f i n a n c i a l  p l a n s  f o r  meeting them. NMSG b e l i e v e s  t h a t  a 
formal  i t e r a t i v e  p l ann ing  process  t h a t  i nvo lves  direct 
p a r t i c i p a t i o n  of the e n t i r e  NASA l i n e  o r g a n i z a t i o n  a t  head- 
q u a r t e r s  and the  c e n t e r s  would m a t e r i a l l y  assist NASA by 

. 

g i v i n g  a clearer s e n s e  of d i r e c t i o n  and better focus  t o  its 
programs . 
a. A b i e n n i a l  p l ann ing  p r o c e s s  shou ld  be i n s t i t u t e d  t o  

deve lop  d e t a i l e d  program, i n s t i t u t i o n a l ,  and f i n a n c i a l  
plans for the  n e x t  f i v e  y e a r s  and skeletal  p l a n s  for  the  
ten- y e a r s  beyond. 

b., The p l a n s  should  be developed by t h e  l i n e  o rgan iza t ion ,  
- .  - . : *  

based on g o a l s  and -gu ide l ines  enunc ia t ed  by the 
A d m i n i s t r a t o r  after t a k i n g  account  of t h e  views and 
recommendations of t he  BASA program o f f i c e s ,  congres- 
s i o n a l  r e p o r t s ,  s c i e n t i f i c  znd o t h e r  adv i so ry  groups, and 
other c o n s t  i t u t  enc ies .  

c. The p r e s e n t  S t r a t e g i c  Planning Counci l  should  be r e t a i n e d  
- - and i ts  role broadened t o  inc lude  an a n n u a l  e v a l u a t i o n  of - - 

d. 

a g a i n s t  p lans .  

A small p l a n n i n g  suppor t  s t z f f  should be e s t a b l i s h e d  i n  a 
new P o l i c y  and Planning  Suppor t  O f f i c e  r e p o r t i n g  t o  t h e  
A d m i n i s t r a t o r ,  t o  ana lyze  and i n t e g r a t e  p lanning  w i t h i n  
t h e  agency and t o  publish and update  agency p l z n s .  
(See a l s o  VII-9-e). 



7.  

. 
V I .  INSTITUTIONAL MANAGEMENT 

S t r e n g t h e n  agency-wide l e a d e r s h i b  i n  developing a n d  managing 
p e o p l e ,  f a c i l i t i e s ,  equipment, 2nd o t i e r  i n s t i t u t i o n a l  
r e s o u r c e s .  The NMSG b e l i e v e s  the  more a t t e n t i o n  nee$s t o  be 
g i v e n  a t  h e a d q u a r t e r s  and t h e  c e n t e r s  t o  improving t h e  
management of NASA as an i n s t i t u t i o n ,  both t o  make c u r r e n t  
agency o p e r a t i o n s  more e f f i c i e n t  and t o  a s s u r e  t h e  f u t u r e  
s t r e n g t h  of NASA c a p a b i l i t i e s .  The NMSG recommends tha t  
NASA : 

a. 

. .  

C. 

Appoint an A s s o c i a t e  Deputy A d m i n i s t r a t o r - I n s t i t u t i o n  t o  
p r o v i d e  a focus on i n s t i t u t i o n a l  management i n  t h e  Office 
of the  Adminis t ra tor .  This o f f i c i a l  would assist ,  and 
when a p p r o p r i a t e  acc f o r  t h e  Admin i s t r a to r  and Deputy 
A d m i n i s t r a t o r  on i n s t i t u t i o n a l  matters g e n e r a l l y ,  
i n c l u d i n g  de te rmina t ion  of requi rements  and d i s t r i b u t i o n  
of r e s o u r c e s  f o r  manpower, f a c i l i t i e s ,  and i n s t i t u t i o n a l  
funding.  

- .. 

S t r e n g t h e n  the  i n s t i t u t i o n a l  management capabi l i t i es  of 
the  Program A s s o c i a t e  Adminis t ra tors ,  who should con t inue  
t o  be r e s p o n s i b l e  for supe rv i s ing  NASA f i e l d  c e n t e r s  as 
at p r e s e n t .  Each Progrzm Assoc ia t e  Admin i s t r a to r  having 

- s u p e r v i s i o n  of a f i e l d  c e n t e r  m u s t  a s s u r e  t h e  c e n t e r ' s  - 
r e s p o n s i v e n e s s  t o  the requi rements  of programs a s s igned  - - 
by o t h e r  A s s o c i a t e  Adminsitrators. 

E s t a b l i s h  i n s t i t u t i o n a l  p lanning  as an i n t e g r a l  p a r t  of 
t h e  NASA p lann ing  p rocess ,  t o  i nc lude  p l ann ing  f o r  
p e r s o n n e l ,  f a c i l i t i e s ,  major equipment and suppor t  
s e r v i c e  c o n t r a c t o r  requi rements  and f o r  t h e  e v o l u t i o n  of 
t h e  a s s i g n e d  r o l e s  and miss ions  o f  NASA Centers .  A small 
s t a f f  focused on i n s t i t u t i o n a l  p lanning  shou ld  be 
inc luded  i n  t h e  new P o l i c y  and Planning  Suppor t  o f f i c e  
recommended below (VII-9-c) 



d. 
. 

P l a c e  a new special  management emphasis on human 
r e s o u r c e s  i n  NASA t o  enhance e f for t s  t o  a c q u i r e ,  r e t a i n ,  
and make f u l l  u t i l i z a t i o n  of t h e  best  p o s s i b l e  people t o  
conduct  and manage N A S A ' s  work, Where necessary  t o  meet 
its special needs,  NASA should  seek  adminis t ra t i -ve  or 
l e g i s l a t i v e  relief from g e n e r a l  government requi rements  
t h a t  impede e f f e c t i v e  human r e s o u r c e s  mznagement. 

VII. EXECUTIVE MANAGEMENT 

8, Improve management of  NASA * s e x t e r n a l  r e l a t i o n s .  

a, 

b. 

C. 

G i G e  s p e c i a l  management a t t e n t i o n  t o  'ensuring t h a t  NASA: 

(1) Keeps Congress informed on a t i m e l y  basis of 
m a t t e r s  o r  importance o r  s p e c i a l  i n t e r e s t .  

Is e f f e c t i v e l y  r ep resen ted  in d e a l i n g s  w i t h  other  
a g e n c i e s ,  o t h e r  governments, and indus t ry .  

- . > r  - -  

(2) 

(3)  Main ta ins  t he  NASA t r a d i t i o n  of openness in i ts  
r e l a t i o n s  with t he  med ia  and the  publ ic .  

C o n s o l i d a t e  under t h e  Assoc ia te  Admin i s t r a to r  for -_ 
E x t e r n a l  R e l a t i o n s  the  f u n c t i o n s  of p u b l i c ,  i n t e r -  - 
n a t i o n a l ,  and i n d u s t r y  a f f a i r s ,  w i t h  ei ther d e f a c t o  or 5 

- 

actual r e s p o n s i b i l i t y  f o r  l e g i s l a t i v e  affairs, 

Reaffirm t o  a l l  headquar t e r s  o f f i c e s  and f i e l d  c e n t e r s  
t h e  r equ i r emen t  f o r  c o n s i s t e n t  agency p o l i c i e s  2nd 

a c t i o n s  i n  e x t e r n a l  affairs under t h e  f u n c t i o n a l  
management l e a d e r s h i p  of the h e a d q u a r t e r s  staff  o f f i c e s .  



StrenKthen  t h e  Office o f  t h e  Admin i s t r z to r  2nd ease t h e  
workload of t h e  Admin i s t r a to r  and Deputy A d n i n i s t r a t o r .  The 
NMSG b e l i e v e s  t h a t  these needs can bes t  be zddressed by 
a p p o i n t i n g  two new ' s e n i o r  o f f i c i a l s  w i t h i n -  t h e  Of f i ce  of t h e  
A d m i n i s t r a t o r  and t h e  e s t ab l i shmen t  o f  a smzll po l i cy  and 
p l a n n i n g  s u p p o r t  s taff  u n i t .  S p e c i f i c a l l y ,  NASA should: 

a. 

b. 

C. 

Appoint an Assoc ia t e  Deputy Adminis t ra tor-Pol icy t o  
assist, and where a p p r o p r i a t e  ac t  f o r  t h e  Adminis t ra tor ,  
on p o l i c y ,  e x t e r n a l  a f f z i r ,  2nd re la ted matters. 
A d m i n i s t r a t o r  c o n t i n u a l l y  f a c e s  problems i n  t he  policy 
and e x t e r n a l  affairs areas t h a t  are growing i n  number and 
complexi ty .  
major p e r s o n a l  involvements o f  t h e  Adminis t ra tor ,  
c r e a t i n g  the  r i s k s  of i n s u f f i c i e n t  a t t e n t i o n  t o  p o l i c y  
matters, missed o p p o r t u n i t i e s  for l e a d e r s h i p ,  and 
d i v e r s i o n  from o t h e r  important  r e s p o n s i b i l i t i e s .  The 
Associate -Deputy Adminis t ra tor-Pol icy would share t h e  
A d m i n i s t r a t o r ' s  and Deputy A h h i s t r a t o r ' s  workload and 
h e l p  e n s u r e  e f f e c t i v e  use and p a r t i c i p a t i o n  of NASA staff 

affairs. 

The 

Coping w i t h  these problems nou r e q u i r e s  

=,-A n-n-ll5)m n C P Z n a r  4 -  m n 1 4 a -  m - + + n r r  --a r u b - - - - *  -.a" YYI V I I I C C . ~  p U & d W J  Y . O U u 5 A  3 c.LIU GAbGALAa& 

Appoint  an A s s o c i a t e  Deputy Admin i s t r a to r  - I n s t i t u t i o n  
t o  assist, and where a p p r o p r i a t e  act for t h e  
A d m i n i s t r a t o r  or  Deputy Admin i s t r a to r  i n  t h e  mznagement 
of N A S A  as an i n s t i t u t i o n  (VI-?-a). 

E s t a b l i s h  a small P o l i c y  and P lann ing  Suppor t  Staff for 
p o l i c y  a n a l y s i s  and t o  suppor t  t h e  program and 
i n s t i t u t i o n a l  p lanning  processes .  
p r o v i d e  a r e s o u r c e  for t h e  Office of t h e  Admin i s t r a to r  t o  
per form o r  c o o r d i n a t e  s e l e c t e d  p o l i c y  s t u d i e s  and 
a n a l y s e s  as a s s igned ,  and t o  assist  i n  t h e  review of 

T h i s  s taff  would 

s t u d i e s  and a n a l y s e s  done elsewhere i n  t h e  agency. It 

- 12 - 



would also provide support  for the program a d  
institutional planning processes as previously 
recommended. .. 

- 8  
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